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ABSTRACT 

Plans for the fundamental restructuring of Utah 
elementary-secondary education are described in this report. The 
plans include a shift in focus from reforming the old system to 
making systemic changes in order to meet students' needs. The first 
section outlines the mission, goals, and anticipated outcomes of Utah 
public education. The second section highlights changing educational 
patterns in the stat<; from 1800 tol988» Section 3 explains the 
rationale for the educational shift in focus, in which excellence is 
created by meeting students' needs and helping them to internalize 
learned information. The fourth section compares the specifics of a 
student-focused system with the industrial-model school in the areas 
of participant roles, instructional approach and scheduling, and 
testing/evaluation. The first steps for adopting a set of 
student-focused outcomes are described in the fifth section. The 
final section stresses the belief that restructuring around a 
student-focused approach can produce a wise use of human resources 
and requires statewide ccmmitment. One figure is included. Appendices 
contain strategies for re;;ource allocation and suggested activities 
for achieving student-focused goals, (LMI) 
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This document, A Shift In Focus, is report by the Strategic Planning 
Commission and represents over a year and a half of planning. In accepting 
the work of the Commission, the State Board of Education is anxious to 
receive feedback on the document from all areas of education and the public. 

A Shift In Focus invites educators, business, parents, legislators and 
others to meet the challenges of the future by focusing on one significant 
miss ion --that of empowering each child to function effectively in the 
society in which they will live. It is not a program, but it is a 
philosophy which bears close examination. 

Please review the document as soon as possible and forward your feelings and 
thoughts to: 



The Strategic Planning Commission 
c/o The Utah State Board of Education 
25n East 500 South 
Salt Lake City, Utah 84111 



Sincerely, 




Ruth Hardy Funk 
Chairman 

Utah State Board of Education 



/tb 



250 East 500 South / Salt Lake City, Utah 84111 M801I538 7500 



If Utah schools are to meet the challenges coming in the 
future they must be backed by a statewide consensus of 
commitment to success. Parents, businesses, teachers, 
administrators, legislators, community leaders, and the 
students themselves must put aside whatever else 
divides them, put away their pessimism, and focus 
together on the only educational goal that matters — 
empowering our children to function effectively in the 
society in which they will live. 
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Background: 



i 



The Utah State Board of Education appointed the Strategic 
Planning Commission in mid-1987 and established a liaison 
committee to work with the group. Board members who served 
on this committee were Ruth Hardy Funk, John Covey, and 
Richard Maxfield, who attended Commission meetings and 
participated in both the discussions and the drafting sessions. 
These committee members reported to the total board on a regular 
basis, and several interim reports were made to the board by the 
Commission chairman prior to submission of this final draft. 
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By Way of 
Introduction 



Schools both reflect and influence society. During the past several 
years, Utah's schools have been changing — because Utah itself is 
changing, with the nation and the world, at a rapid pace. 

Significant educational reform began in Utah about five years 
ago. Those responsible for education — the governor, Utah's legis- 
lature, the State Board of Education, teachers, local school dis- 
tricts, universities and colleges, and citizens throughout the 
state— pushed for changes that would provide students with the 
type of^ education needed for a successful life. 

The initial beginnings of the reform were founded in such things 
as a new State Core Curriculum, more vigorous Graduation 
Requirements, increased Instructional Productivity, a statewide 
Career Ladder System, a Principals Academy to strengthen 
instruction/curriculum management, a more effective Use of 
School Buildings, new Concxirrent College Enrollment pro- 
grams, a new Premier Teaching Scholarship Program, Incen- 
tives for Excellence Funding, and Outcome-Based Education 
systems. 

Utah's schools continued the reform efforts by adding cost- 
effective Tele-Learning Programs, changes in Vocational Educa- 
tion, Advani.'ed Placement programs, more stringent Teacher 
Preparation and Certification, and the infusion of Technology 
into the instruction and management programs. 

These reform efforts have served the state well, creating an 
opportunity for transition from past practices to future opportuni- 
ties. They have paved the way to take the next major step, for 
which this report will call — a fundamental restructxiring of 
Utah's Public Education System, 

Because the future is what this report is about, these past efforts 
will not be discussed in further detail But the reader of the report 
should realize that the Commission is fully aware and highly 
appreciative of both the efforts expended and the progress that 
has been made. 



''The Old Order 
Changeth ..." 



Hj^he old order changeth, yielding place to new. . . . lest one 
good custom should corrupt the world, 

— Alfred, Lord Tennyson 



Education in America and Utah has been a "good custom/' It has 
served us well, helping to make us, for a time, the most literate, 
most productive, and richest country in the world. 

However, the old order — the society in which we live — not only 
has changed; it continues to do so, at an accelerating rate. It is time 
that our aistom of education changed as well. 

We are not talking simply about reform, because it is time to move 
beyond reform, to bring about a restructuring, based on a funda- 
mental shift in focus in education. 

Under the old order, the focus has increasingly been on the work- 
ings of the system and how to make it more efficient and effec- 
tive. What should happen now is that the foais must shift, to the 
student's needs, and the systemic changes needed to meet these 
needs. 

This process of focusing on student needs is already occurring in 
some areas of the educai.on system — e.g., math instruction, spe- 
cial education, gifted and talented programs, etc. — ^where such 
needs dominate the learning environment. But a focus on student 
needs must spread to all of public education, if Utah's schools are 
to function properly in our changing world. 

We submit this report as a map charting the way to that goal. 



It is time to move beyond 
reform/ to bring about a 
restructimng, based on a 
fundamental shift in focus 
in education* 



A focus on student needs 
must spread to all of pub- 
lic education, if Utah's 
schools are to function 
properly in the new world 
of the near future. 
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SECTION ONE 



The Mission of 
Public Education 



Public instruction 
cannot help society 
achieve its aims if 
those who oass 
through the educa- 
tional sysicem are not 
empowered, as a 
result of the educa- 
tional system, to 
function adequately 
in that society* 



The Commission has been charged by the Board of Education 
with the responsibility of constructing a strategic plan for Utah 
schools. We began by asking the question, in business language: 
Who is the ''customer" of public education? Who pays for it, who 
"consumes" it, and for whose ultimate purpose is it conducted? 

The Commission decided that society — in our case, the state of 
Utah ?is a whole — is the ultimate consumer of public instruction. 
Society pays the bill and benefits from (or is penalized by) what- 
ever level of quality is achieved; society uses education to help 
further its own purposes. In America, these purposes are framed 
by words familiar to us all — "a more perfect Union," "domestic 
tranquility," "the general welfare," and "liberty and justice." 

We realise that society is not served unless each of its compo- 
nents — students, parents, families, etc, — is served. But the most 
important component of society in this context is the student 
Public instruction cannot help society achieve its aims if those 
who pass through the educational system are not empowered, as 
a result of their education experience, to function adequately in 
that society. 



The MISSION of Public Education is to empower 
each student to function effectively in society as a 
competent, productive, caring^ and responsible 
citizen. 

The GOALS of asystem built on this mission must be to: 

I, Involve students as full partners in their piu'suit of 
learning, accountable for their actions. 

IL Enlarge parental and community involvement to en- 
hance school and student success. 

III. Establish a curriculum and instructional delivery sys- 
tem that has measurable outcomes. 
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IV, Ensure that every school is an effective learning center 
with a positive learning climate. 

V, Increase the sensitivity^ effectiveness^ efficiency, and 
satisfaction of teachers^ administrators, and other educa- 
tional professionals. 

VL Increase learning and productivity through technology. 



The OUTCOMES of reaching these goals will be: 

• Students empowered by educational partnerships with 
parents, teachers, and communities to foster the develop- 
ment of each student's individual social and academic po- 
tential. 

• Studenlts with a love of learning, 

• Students prepared for the next stages in their personal, 
educational, and occupational development, with a foun- 
dation for lifelong learning, 

• Students with an understanding and appreciation of the 
intellectual, cultural, artistic, and political heritage from 
which our American society springs, 

• Students capable of the wise and responsible exercise of 
personal, political, and economic freedom. 

• Students prepared to address the challenges of the 21st 
century, including an increasingly technological and infor- 
n^.ation-oriented society, and competition with interna- 
tional peers. 



This MISSION STATEMENT, with its 
corresponding GOALS and OUTCOMES, springs 
from tiie priorities that are part of Utah's heritage — 
strong character, strong families, and a strong 
commitment to lifelong learning. It faces the fiiture 
with confidence. 



SECTION TWO 



The Customs That 
Have Served Us 
in the Past 



The future is more dearly seen if we have a perspective of our 
educational past. We need to face our present challenges with a 
clear understanding of how we came to be where we are. 

Over the past tv/o centuries, public education in the United States 
has gone through four major systemic changes, each of which 
came about in response to changing societal patterns and needs< 
Throughout more than 200 years, parental involvement in the 
educational process has been a common thread. And, as the costs 
of education have increased, the percentage of household income 
going to education has increased. 



In the early years of the 
Republic, in a largely 
agrarian world, the home 
school was the only option 
available for most 
Americans, 



The First Schools 

The principles that governed early schools were simple: the 
family was the "customer," the home was the classroom, and the 
subjects taught (and methods used) reinforced the family's per- 
ception of the world. Overwheliningly, it was an agrarian world; 
90 percent of the American population lived on farms at the be- 
ginning of the 19th century. Religious values, some basic reading; 
writing, and figuring skills, a little history, and a lot of farm skills 
and lore — all of which could be taught by the older members of 
the family — constituted the "core curriculum." 



The "Little Red School- 
house" evolved to serve 
the combined needs of 
several families. 



The "Little Red Schoolhouse" 

The "little red schoolhouse" was the result of several families 
pooling their resources, but it largely retained the home school 
orientation. The focus was on making sure that students had the 
ability to function effectively in their future, which was, by and 
large, a predictable one. 



The "Industrial" Model School 

The Civil War and the Industrial Revolution changed everything. 
Americans started moving into cities and society demanded more 
education than families could provide, even when they got 
together. A wave of immigrants, primarily European, arrived on 
our shores in great numbers, generally settling in the cities. 

li 



The Industrial Model 
School, with students 
grouped by age grades and 
attending school in a 
building with many class- 
rooms, emerged in re- 
sponse to the sociological 
changes tltat attended the 
Industrial Revolution, 



Industrial society required interchangeable parts, and the diver- 
sity of home schools meant chaos in the workplace, when gradu- 
ates with varying skills and extents of knowledge came together 
to produce a product or perfom^ a non-farm service. As a result, 
specialized academic textbooks, written by experts, became the 
basic tools teachers used in the classroom. As more students went 
to school, school districts became larger, more structured, and 
more uniform. Teachers, with more and more expected of them, 
received more formal training for their jobs. 

Some students thrived in this environment; some did not For a 
time, those who did not were allowed to drop out with no stigma 
attached, to find their own way in the work force. Job skills were 
rufiimentary at best, and these dropouts created a convenient 
labor pool that helped fill the factories and build America into a 
world power. Society, in general, was in balance. 



Throughout the country around the end of the 19th century, 
schools began to be organized around the production practices 
used in the factories — the best model we had at that time for 
processing things in large numbers. Schools faced vastly in- 
creased demands — more English, more math, more geography, 
more social studies, more of everything. Lean^ing took place in a 
formal classroom setting, for a set period of time, with a single 
subject being taught at a time. Students were assigned their places 
on the basis of age. 

When a bell rang (like a factory whistle blowing?), the students 
reassembled themselves in a different set of rooms, or put aside 
the subject being addressed, and started over again — new topic, 
same conditions, same exact amount of lime. 



The Beginnings of Reform 

Another war. World War II, changed everything again. As men 
went off to war, women came out of the home and into the facto- 
ries and mills. In 1945, the soldiers, sailors, and airmen came 
home and, on the GI Bill of Rights, swelled the number of college 
students. The increasingly complex post-war world demanded 
more advanced training. Adult education programs expanded. 
We also started hearing calls for educational reform as the college 
prep role of public schools began to increase in importance. 

When the Soviet Union beat America into space with the launch 
of Sputnik in 1957, the cause of reform took on real weight, 
producing an overnight clamor. More math! More science! Back 
to basics! More advanced curriculum for all students. Help Amer- 
ica catch the Russians by reforming the schools. The federal role 
in education began to mushroom. 

Then came the 1960s, with a broad context of social concerns and 
changes — civil rights, integrated schools, special education, 
increased job opportunities for women, nutrition, "latch-key" 
children, and questions about America's role in the world, 

12 



The Reformed Industrial 
Model School — today's 
typical school — retains 
many features of the In- 
dustrial Model School^ but 
with significant changes 
that have resulted from 
education reforms. 
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Despite vigorous reform 
efforts, the major educa- 
tional report of the 1980s 
described "A Nation at 
Risk." 



against the backdrop of the Vietnam war. The teaching force 
changed, seeking a greater voice in the system (often unsuccess- 
fully); and students changed, having grown up in a television- 
dominated world. 

Money to pay for all those changes was found. In Utah, spending 
per student increased in slow but steady terms, in constant dol- 
lars, and then expaiided 33 percent from 1970 to 1986. (Even with 
this increase, Utah has lagged behind other states. In the early 
1970sy we were spending 80 percent of the national average, on a 
per-student basis; now it is closer to 60 percent.) 

As a society, we mounted a major effort to make our nation's 
schools equal to the challenge of the 1980s. And yet, in 1983, a wa- 
tershed reform document, prepared under the direction of the 
U. S. Department of Education, was entitled ""A Nation at Risk,'' 
detailing serious educational shortcomings and collective frustra- 
tion. With public attention focused on education's challenges, 
many individual states took a hard look at their own educational 
systems. More studies and reports came, but, in spite of the sig- 
nificant reforms that have been made over the past 40 years, most 
of them are litanies of failure and frustration. 



The accelerating rate of 
social change suggests that 
the only predictable thing 
about the future is that it 
will arrive sooner and be 
different than anyone 
expects. 



Pages 



Where Are We Now? 

In the past, society's goals were clear-cut enough that public 
education could adapt and respond effectively. In today's com- 
plex and increasingly interdependent world, changes in our lives 
have accelerated to the point where, in Albert Einstein's phrase, 
". . . confusion of goals seems ... to characterize our age." If this 
is true of society as a whole, how could it be less true of the school 
system? 

The symptoms are there for all to see. Far too many of the stu- 
dents enrolled in public education drop out, mentally or physi- 
cally. Teachers are often cast as scapegoats, and held in low 
respect. Parents are frustrated, and are often not able to be of 
much help to their children. The effects ripple on. 

In many disciplines college graduates discover that their training 
is obsolete before the ink on their diplomas is dry. People who in 
past years could have looked forward to a stable career through 
to retirement age are seeing their jobs disappear, and are having 
to retrain for new careers in mid-life. The computer-generated 
"information explosion" overwhelms us with more knowledge 
than we can process and assimilate. Few things — even cherished 
institutions — seem stable anymore. 

The school sytems have made significant efforts to adjust and 
adapt to all this, with various successes and failures to report. 
Recognizing that tha only certain thing about the future is that it 
will arrive sooner and be different than anyone expects, we need 
to create an administrative climate that will both anticipate and 
be psychologically prepared to deal with rapid change. 
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Education's Changing Patterns: 1800-1988 



1800 
External Events 



1850 



1900 



1950 



1988 



School Setting 

Soci«Ul Trends 

Workplace 

Customer 
Faculty 

Curriculum 



Other 

Educational 

Developments 



Indus(riil 
Revolution 



-(ft 



liome -■ 

Agnrian Society- 
Home / Farm 



Family- 
Fa mi ly- 



Rdigion. 

FarmSWUs- 
Patriotism - - 
*Thrf!e Kt" - 



Civil War 



Little Red Schoolhouse - 



Maw Production World War 11 




Industrial Model School - 



Sputnik 



"Nation 
it Risk' 



Ongoing Reform of Industrial Mode 



Shift from Farms to Cttlas Automobile Revolution Xatchlhe Civil Rights Lo. 

Surge in Immigration Rise of Suburbia Rwian*' Computers Life b, n 

I 

- Farm / Factory ( Factory Factory / Office J - - Office / Factory / Home 



Communitj' — 
School Marm- - 



bcciety- — ■ 

' Professional Teacher*- - 



VocAtional Ed- 



Counsclors 

Teaching Aides 



ScdalSldlU • 



G«o;.-tphy- 
Uim ■ 



Employment SklUs 

Home Eoor^omica - - 

Tram Sportt Ic Physiol Education - 



Higher Math 

College Prep - - ' — 
Foicigh Ltnguagoi - 

Ans^ 

Business 

Driver Education - - 

Compirters - 



Texlt»oks Introduced 



More emphasis on: 

• Graduating 

• Federal Funding 

• Science ic Math 

I 



AstrorKwny 4 5p«ce - - - 

Social Issues: | 
•Integration, Civil Rights 
•Nutrition 

•Disadvantaged Programs 
•Computerized Teaching 
•Career Dcvclopmcnl 



Our educational system has always been able to adjust to 
meet the challenges of the society in which it functions; as 
societal changes accelerate, the adaptability of the schools 
must keep pace. 

The balance of this report focuses on the kinds of adapta- 
tions that Utah's schools must make in order to meet the 
challenge of accelerating change and provide educational 
experiences that can fully meet the needs of their primary 
customers — the students. 



U 



Page 9 



SECTION THREE 



A Shift in Focus 



Excellence in education 
will ocair when educators 
shift their focus from the 
tvorkings of the system to 
the needs of the students, 
with the first emphasis 
always being on the 
quality provided each 
individual. 



Research studies show 
that, while virtually every 
student is capable of 
learnings there are 
significant differences in 
the way individuals learn. 



Education is not ihe only American institution that has under- 
gone tremendous change since the end of World War IT; Ameri- 
can business, which dominated world trade in the post-war 
period, has, in recent years, been severely shaken by foreign 
competition. In seeking answers to the challenges that American 
firms face in an increasingly complex and globally interdepen- 
dent society, authors Tom Peters and Robert Watennan set out 
"in search of excellence,'' ultimately producing a book of the same 
title. 

They discovered that excellence is created when a company shifts 
its focus to the needs of the customer; as a by-product, the firm 
will also become profitable, efficient, and a pleasant place in 
which to work. We l>elieve that a similar result in education will 
occur when educators shift their focus from the workings of the 
system to the needs of the students, with the first emphasis 
always being on the quality provided each individual. 

Excellence Comes From Meeting Customer Needs 

Business leaders have discovered that they cannot pursue excel- 
lence without planning for it, yet planning time is hard to find in 
a day filled with concern about the details — how the system is 
operating, right now. Shifting the focuis to customer needs^ how- 
ever, demonstrates that many of the daily "emergencies'' can and 
should wait, simply because they are irrelevant to the overall task 
at hand. 

What business analysts have found is that too many American 
companies were being managed around the concept, 'This is 
what we make; let's go sell it." Excellent companies ask them- 
selves, "What does the customer need? Let's go make it." 

The educational parallel of these statements would be, in the 
industrial model school, 'This is what we teach; students should 
sit still and learn it." The Commission is asking instead for a 
mind-set that says, "What do students need? Let's provide it /' 

When we focus on the students, what do we find? The one thing 
all studies agree on is that, while virtually every student is capable 
of learning, there are significant differences in the way individuals 
learn. Thus, a single method of teaching is bound either to leave 
out or discourage large percentages of the school population. 
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Armed with this knowledge, the shortcomings of the industrial 
model school become clear. It is built on the assumption that, if 
you put students of the same age in the same room for the same 
period of time and give them all the same information, all of them 
will be "taught." Research, as well as every parent's and teacher's 
personal observation, tells us that this is not necessarily so. 



Helping Students Make Connections 

Research also shows that internalization (and individual ovmer- 
ship) of information and concepts takes place when students 
make a connection between what is being offered and their own 
experiences or other information that they already possess. 

As it has become obvious that one instructional approach simply 
cannot fit every student, some first steps toward response to this 
fact are being taken. Education for special populations is based on 
a recognition of learning differences. And, in the elementary 
grades, some connections between subjects are seen in such 
general groupings as "Language," "Social Studies," or "Math." 

By the time a student reaches high school, however, old "indus- 
trial model" habits reassert themselves. Class procedures are 
more structured and lecture-oriented. Connections between 
subjects become less obvious, as "Language," for example, be- 
comes compartmentalized into English, Reading, Speech, and 
Drama. Students whose personal learning styles do not readily 
respond to the lecture method may then have difficulty seeing the 
relationsliips between subjects. 

The problem wall persist as long as some educators view the 
subject matter as the important thing, valuable in and of itself, 
regardless of relevancy to the needs of the individual learner; 
until this view changes, little or no effort will be made to help stu- 
dents make the connections between that subject and their lives. 
Students who see no relevance in what is being "taught" subcon- 
sciously decide that formal schooling need only be retained until 
the final exam; those who see even that as irrelevant drop out, 
mentally or physically. 



Internalization and 
individual ownership of 
information and concepts 
take place when students 
make a connection 
between what is being 
offered and their own 
experiences or other 
inf onnation that they 
already possess. 



To empower students to function effectively in their 
post-school lives, the school experience must be 
shaped in response to what the students need. It is 
time to restructure the system aroimd the research 
that tells us what those needs are. 



lb 
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SECTION FOUR 



A Student-Focused 

System: 

How It Works 



A Restructured School (drawn from an actual working example) 



Stacei/ arrives at school at noon for five hours of 
classes after working at a part-time apprentice- 
ship in carpentry provided through a coopera- 
tive arrangement between the school district 
and the union. Transportation from the work 
site to school is provided by local businesses in 
collaboration with the school 

Stacey attends classes in social studies, Eng- 
lish, mathematics, science, and an elective — the 
curricula have been designed by teachers. There 
is emphasis on basic skills, with progression 
into higher level study in each course. Like 
other students, Stacey moves from one segment 
of a course to another upon attaining mastery 
of the material All students work at their own 
pace to complete diploma requirements. Stu- 
dents are grouped into study units of up to 10 
students each, according to their focus on par- 
ticular segments of courses. Three such groups 
can work simultaneously in a classroom, in 
which students at different levels of mastery in 
a subject share a teacher and an aide. With ten 
computers in the classroom, one of the three 
study units can be assigned to work on the 
computers while the other students are working 
with the teacher or the aide, according to the 
teacher's planning and direction. 

Today with nine other students Stacey will 
liuve a group meeting with the school counselor 
to work on life planning skills and discuss 
problems and concerns related to school, home, 



jobs, and family. The counselor, with a total of 100 
students to serve and track, and with administra- 
tive support from the school office, mil meet 
individually with Stacey tomorrow at a regularly 
scheduled appointment. The counselor and the 
teachers are also available at other times as needed 
for students and for parents. 

Classes are noi ?lways conducted in the school 
building. Stacey : (geometry teacher has provided 
an individual practicum at the work site where 
Stacey is in the apprenticeship program. It is 
designed for practical application of the geometry 
content of the course. 

Having begun the ninth grade somewhat behind 
and somewhat older than other students, Stacey 
has now caught up and is ahead of the grade in 
social studies and mathematics as a result of a 
strong sense of belonging and connection through 
self-pacing of the curriculum and the attention 
and encouragement of counselor and teachers. If 
this progress continues, Stacey maygmduate six 
months ahead of schedule and move into full-time 
employment following the apprenticeship. 

In the realization that all students need that kind 
of approach, the entire school has been restruc- 
tured and all students have the same opp dunity 
and support to meet their individual needs. 

Source: National Foundation for the 
Improvement of Education 



Page 12 



1/ 



The following specifics of a student-focused system, drawn in 
contrast to the industrial model school, are not meant to be 
either definitive or prescfiptive; there are literally hundreds more 
that could be included. These are chosen simply to point the way 
toward the kind of flexible and outcome-driven system that Utah 
is seeking. 



Role of the Student:. 

• In the current reformed industrial model school, students are primar- 
ily passive participants in the education process — they are "at the end of 
the line," as receivers of material that has been reviewed, approved, 
packaged, and presented by others. While they have some choice as to 
class schedules in the high school years, their degree of involvement in 
planning their education direction is low. 

• In a student-focused system, students would become full 
partners — with teachers and parents or other adults — m assess- 
ing needs, making plans, setting goals, and reviewing results. A 
personalized Student Education Plan (SEP)'*' would be created 
for each individual, and the student himself or herself would be 
a key person both in drawing it up and in monitoring progress. 

Individual learning plans would take into consideration the 
linguistic, cultural, ethnic, and economic burdens thai some 
students carry, as well as individual learning ability and learn- 
ing rates. Categorizing (and possibly stigmatizing) shidents 
would diminish, in the recognition that every child is at risk in 
one way or another. 

As a footnote, we must salute the pathfinding work done in 
Special Education. Starting with the physically and mentally 
handicapped, those who serve these students have led the way 
toward a student-focused approach by creating individualized 
education plans for every student, providing mentors, and 
giving specific detailed assistance in each circumstance. 



Role of the Teachen 

• In the reformed industrial model school, teachers are part of the 
''delivery system," teaching from textbooks adopted without their input, 
in time schedules set by custom, in accordance with school policy 
guidelines. While there is latitude— and the best teachers make wide use 
of it— far too many feel bound by the rules of the system, and end up 
discharging their duty to the students by only doing what they are told. 

• In a student-focused system, teachers would have the primary 
professional roleS;. not only in classroom teaching, but in assess- 
ing student needs, diagnosing problems, and designing instruc- 
tional strategies. They would be major participants in the Stu- 
dent Education Plan (SEP) process, helping to set goals and 



* See Appendix B for details 
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review results. Teachers would be free to refer students to other 
resources that would better meet student needs, and approve 
different time schedules where appropriate. Teachers^ as the 
schools' primary contact with students^ would have a greater 
voice in how the school operates and would have a freer hand 
in selecting learning materials and course woric They would be 
held accountable (ard rewarded) for Uie progress of their stu- 
dentS/ not just for how well they follow rules. 



Role of School Administrators: 

• In the industrial model school administrators act as monitors, enforc- 
ing the rules that are set by boards and higher administrators to ensure 
good practice. They are evaluated and rewarded on the basis of those 
rules; there is no particular incentive for innovation. 

• In a student-focused system, administrators act primarily as 
planners and facilitators, who are expected to lead akid enable 
those with whom they work to achieve the desired outcomes. 
They are encouraged to innovate and are rewarded on how well 
the job is done. They have more control, more accountability, 
and more latitude in which to work. 



Role of Policy Makers: 

• In the industrial model system, policy makers enact the statutes and 
rules by which the system is regulated and ultimately run. They strive 
for improvement, but through conformity to established norms. 

• In a student-focused system, policy makers strive to create an 
environment m which standards are maintained, but also one in 
which experimentation can take place, geared to outcomes 
rather than strict rules. They "grant permission" where this is 
necessary, providing the encottragement (and prodding) needed 
to move administrators and teachers toward desired outcomes. 
Since the system is "performance driven," policy makers will 
allocate reward dollars on the basis of performance, and create 
incentives that respond to outcomes rather than conformity to 
regulations. 



Role of Parents: 

• In the industrial model school, parents are sometimes held at arm's 
length. Too often, school administrators are viewed as the education 
"experts," and parents are expected to perform a merely supportive 
role — encouraging students to do their homework, supporting school 
policies, raising funds for school projects, etc. 



• In a sttident-f ocused system, parents are recognized as the 
first teachers and lifelong mentors. Thus^ the system will reach 
out to the parents long before their child enters school, and 
involve them wherever possible, including teaching concepts 
and providing instruction in parenting skills. Parents will be 
part of the research activities, meaning that the parental experi- 
ence will be drawn upon in determining what is taught and 
how. Volunteerism will become an integral part of the educa- 
tional process, with parents and others available to work in dif- 
ferentiated staffing systems. 



Basic Instructional Approach and Scheduling: 

• In the reformed industrial model school, teachers are expected {at least 
in the lower grades) to "know everything." Students move from one 
level to the other, from one teacher to another on the basis of age and 
"seat time" Students are promoted to the next grade after they have 
spent a prescribed amount of time being exposed to a preset curriculum 
presentation. These presentations take place in a room filled with other 
students assigned principally on the basis of age. 

• In a student-focused system, age would diminish as an aca- 
demic placement criterion; the determining factor would be stu<- 
dent need. Instead of always going to a set room every day (and 
changing rooms on a set schedule) the student would, when 
necessary, go to a separate facility teaching the concepts he or 
she needed to master. The amount of time spent at that facility 
would be determined by the speed with which the concept was 
mastered. Students there would meet with other students with 
similar needs, regardless of age or time previously spent on the 
subject. 



Testing and Evaluation: 

• In the reformed industrial model school, testing often becomes a 
"gotcha" experience, with too little attention given to individual 
achievement and student progress. The principal use of aggregate test 
scores is to determine efficiency and overall effectiveness of the school at 
broad levels, not at the classroom or student level. 

• In a student-focused system, testing would be used to gather 
data and make decisions about new learning directions — 
ultimately to determine when students could move from one 
learning center to another. Testing would be a tool to assist the 
student and facilitate the learning process. 
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Textbooks and Instructional Media: 



• In the reformed industfial model schoolr textbooks are adopted by a 
central committee, operating at the state level — a process motivated by 
the efficiency that standc Hzation provides. Teachers are expected to use 
approved texts which support the duly adopted curriculum. 

• In a student-focused system, while the state would continue 
to play an appn priate role, learning materials (either written or 
electronic) would be chosen primarily by the managers of the 
various learning centers, on the basis of assessments made of 
student needs. Future materials will be less text-oriented and 
more reference-oriented, and the function of a state or district 
textbook committee would be in researching available materi- 
als, and assisting the managers by telling them (1) what materi- 
als and equipment are available, and (2) what they will do. 



School Buildings and Facilities: 

• In the reformed industrial model school, it is assumed that each school 
is essentially self<ontained, and the quest for equality of program 
dictates that it he roughly equivalent to every other school Thus, if one 
junior high school has a science lab, every other junior high school 
should have a science lab, equally well-equipped. 

• In a student-focused system, the overall administrators of the 
system would be charged with the responsibility of maximizing 
the efficiency of available resources. If it made more sense to 
locate the latest "state of the art^ equipment in a single facility 
and bring students throughout the system to that facility on an 
as-needed basis, the administrator would have both the author- 
ity and the responsibility to do that. Individual schools 
tturoughout the system need not be equal; equality of bricks and 
mortar would be replaced by equality of student access. 



Currictilxun Planning: 

• In an industrial model school, it is assumed that those who devise the 
curriculum know in advance what the students will need after gradu- 
ation. Consequently, the school year is divided into lesson plans and 
time periods that cover that material Once the curriculum for a particu- 
lar year has been presented, the inaustrial model school can shut down 
until the next school year begins, 

• In a student-focused system, it is recognized that the on- 
slaught of radical change is continuous and no one knows 
specifically what any one student will need in the future. Nor 
will students all reach the same point in the curriculum at the 
same time, such as an wbitrary end of the "school year." Learn- 
ing centers established to teach basic concepts would function 
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on a year-round basis and curriculum offerings would be up- 
dated as often as research produces new insights or discoveries^ 
or as teachers assess the need for program adjustments. 

The importance of these concepts in societal contexts would be 
stressed/ so students can use them in either college or a career- 
oriented post-school experience. 

School Hours and Use of Schools by the Community: 

• In an industrial model school, school administrators concern them- 
selves fjolebj with the business of presenting the adopted curriculum to 
students aged 5-18 during the hours from roughly 8:00-3:30. Although 
some community education and cooperative education programs with 
business are offered, adult education, pre-kindergarten preparations, and 
on-the-job training are usually seen as someone else's responsibility. 

• In a student-focused system, the "store will be open" much 
longer hours. Facilities for teaching basic concepts will be avail- 
able to parents who wish to obtain skills that they missed (or 
that were not offered) while they were in school, employers 
who seek to upgrade their work force, and students who dis- 
cover gaps in their preparation. 

The student-focused system thus becomes a community re- 
source, available to also serve the educational needs of those 
who have traditionally been beyond the purview of the indus- 
trial model schools. Mentors in a student-focused system could 
function community wide, helping arrange for students to 
receive training at colleges and universities, as the students 
demonstrate sufficient competence. Post-high school institu- 
tions could abandon their remedial courses, using the facilities 
of the student-focused system to teach needed concepts to 
university students who had somehow missed them prior to 
entering college. 

Arrangements could be made with local businesses and govern- 
ments, allowing students to spend ''school time" on the job, as 
part of their learning experienc / while private employees and 
civil servants could also spend * ;vork time" in the educational 
system, brushing up on skills ? .td basic principles required for 
job performance. School facilities would be open to the entire 
community well past traditional schoo! hours. 



Advancement and Graduation: 

• In the reformed industrial model school graduation comes when all 
minimum required courses have been passed. It is an annual group 
event, in step with student age levels and time spent in the system, 

• In a student-focused system, "graduation" would be compe- 
tency based and much more of an individual event. "Locked in" 
requirements (hours or semesters) would be secondary to 



fuif ilHng student needs. A student could leave the system upon 
demonstration of mastery, and re-enter it in order to fill a 
need — perhaps some years later. 



Summary: How It Will Work 



Reformed Industrial 
Model School 



Student-Focused 
System 



• Primary accountability 
is at the district level 

• Change is brought 
about by fixed programs 

• The system is con- 
trolled by structure and 
finance 

• Testing is used to com- 
pare students to each 
other 

• The primary focus is on 
teaching 

• The teacher handles 
complexity 



• Curriculum takes 
precedence over the 
teaching process 

• The process is textbook 
driven; the change cycle 
is 5-8 years 



• Accountability is at the 
building and classroom 
level 

• Change is driven by 
strategy 

• Control comes from 
goals, research data, and 
management skills 

• Students are judged on 
their own individual 
rates of progress 

• The primary focus is on 
learning 

• Technology handles 
complexity, leaving the 
teacher to assess and 
guide students 

• Both are treated 
equally 

• The process is needs 
driven; the change cycle 
can be as short as a single 
school term. 



Utah's schools, as presently managed, are in something of a 
stalemate — those who administer them are saying, with consid- 
erable statistical support, that they need more money. The tax- 
paying public is saying, with significant political fervor, that 
they don't want to give it. A system focused on student out- 
comes, centered arotmd firm guarantees, administered at the 
local level, and tied to process rather than programs, could 
break that stalemate. 



First Steps Toward section hve 
Utah's Strategic 
Direction 



Educators will recognize that every example of the workings of a 
student-focused system, given on the previous pages, comes from 
an actual school program that is now in place, somewhere. Past 
reform efforts have produced these experiences, and they work. 
In its restructuring to a student-focused system, Utah needs to 
bring together all the experiences of such an approach into a 
coherent whole. This will not come about in the ordinary flow of 
things; it will require a conscious act (or series of acts) of will 

Removing the Barriers 

There are many barriers that must be removed. Some aspects of 
the industrial model system, structurally established, actually 
hinder those teachers and administrators who seek to focus 
primarily on student outcomes, 

The Commission recognizes that overcoming these barriers to 
empowerment may require changes in existing statutes, rules, 
and administrative practices. We recommend that those rules and 
practices that do not enhance the accomplishment of the goals as 
outlined be repealed and that new legislation be enacted where 
required. We have to "free the system up"; local school districts 
must be given clear permission to proceed. 

How to Proceed: 

As a beginning step, the State Board of Education should adopt a 
set of student-focused outcomes that students, parents, and the 
public can expect with confidence from the state's schools. In its 
constitutional role of providing general control and supervision, 
the Board should then hold local boards accountable to meet 
these outcomes. 

All responsible state officials, in a united voice, should say to kx:al 
school officials, "If you will set your system toward these out- 
comes, the state wiU provide you the necessary funding and 
remove any restrictions that might hinder you. You will have our 
full support and help. However, if you take the funds and the 
new administrative freedom and fail to produce significant 
change in the lives of your students, we will want to know why." 

This means that, in shifting to a student focus, administrators and 
teachers need not abandon things that have made schools produc- 



The State Board of 
Education should 
adopt a set of student- 
focused guarantees — 
outcomes that stu- 
dentS/ parents, and the 
public can expect with 
confidence. TTie Board 
should then hold local 
boards accountable to 
meet them. 
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tive in the past. They need not reject a present practice just be- 
cause it isn't on some list. The criterion for an action should be, 
"will it get the job done?'' rather than, "is it approved?" 

The Guarantees: 

The Commission recognizes that there are variables beyond the 
control of public education that influence student outcomes — 
variables that preclude absolute guarantees. However, we con- 
sider the following to be central to the overarching strategy: 

• Schools must guarantee that their professionals will work to 
see that each student finds success in the acquisition of learn- 
ing curriculum, social development, and behavioral accounta- 
bility that will permit him or her to function effectively in the 
world that comes after school, be it in the workplace or in 
future education. This is our definition of empowerment, as the 
word is used in the Mission Statement. 

• Accordingly, schools, in partnership v.'ith other agencies, 
families, businesses, and elements of the community at large 
must put a plan in place to raise each student at least to mini- 
mum levels of competence and monitor continuing progress 
both toward those levels and beyond. Tlie plan must provide 
literacy in language, mathematics, history, science, geography, 
technology, and American cultural values. 

• Pursuing this plan, schools must guarantee that their profes- 
sionals will be trained to recognize that each student has 
differing needs and learning styles. Each student's potential 
must be explored, regardless of what the industrial model 
school might consider "the norm." 

• Finally, schools must guarantee that all students will be 
respected, that their individual rights will be honored by the 
school's professionals. While schools cannot guarantee that 
each student will achieve a solid sense of self-esteem, they 
must work to that end and monitor the performance of school 
professionak in that regard. 



The steps to be taken can be summarized as follows: 

• Each local school district should begin immediately to 
remove existing barriers to student empowerment 

• Each educational professional should understand and 
embrace the student-focused approach. 

• Each local administrator — indeed, each teacher — 
should produce his or her own specific strategy to fulfill 
the mission, 

• Then, specific strategic plans should be drawn up and 
reviewed, updated and altered as circumstances warrant 

mmmmmmmmmmmmmmmmmmmmmmmm^i^^ 

2o 



Reaching the mission of 
"student empowerment" 
shoxild be the constant, 
like the star used in celes- 
tial navigation. Steering 
the ship on the sea, to keep 
it on coujTse with the star, 
becomes the responsibility 
of the captain on board. 
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A Final Word: 
This We Believe 



Utah was built by people who believed it could be done, in spite 
of considerable evidence to the contrary — ^just about every Utah 
school child knows the story of Jim Bridger's offer to pay a 
significant sum for any crops ever grown in what was then part 
of the Great American Desert. Those who founded the state 
achieved their goals primarily by wise use and development of 
human resources, since other resources usually associated with a 
successful new settlement — lush lands, a significant port, or 
location at a crossroads of commerce — were lacking. 

Utah's current educational ch^illenge has to do with the wise use 
of those same human resources, against a backdrop of scarcity, 
just as in the beginning. 

We believe that restructuring Utah's educational system around 
a student-focused approach can produce a wise use of those 
human resources, through substantial increases in the effective- 
ness of our schools. It wUl not come to pass, however, until 
Utahns go back to their common heritage, the spirit that drove 
Mormon farmers, Irish Catholic miners, and other early settlers 
to create wealth and prosperity in the midst of a desert, through 
their firm determination that mediocrity would not be good 
enough. 

If Utah schools are to meet the challenges coming in the future 
they must be backed by a statewide consensus of commitment to 
success. Parents, businesses, teachers, administrators, legislators, 
community leaders, and the students themselves must put aside 
whatever else divides them, put away their pessimism, and focus 
together on the only educational goal that matters — empowering 
our children to function effectively in the society in which they 
will live. 



Those who founded the 
stale achieved their goals 
primarily by wise use and 
development of human 
resources. 



If Utah schools are to meet 
the challenges coming in 
the future tihey must be 
backed by a statewide 
consensus of commitment 
to success. 
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Appendices 



The two appendices that follow provide additional details on key 
aspects of implementing a student-focused public education 
system in Utah. Again, the caution is given that the speciPcs pro- 
posed in this section of the report are not mandated, but given 
only by way of suggestion. 

Appendix A deals with some of the implications of reallocating 
existing educational resources to achieve a student-empowering 
system, and discusses basic funding issues. 

Appendix B lists some suggested activities that administrators 
could consider in their own individual strategic plans. Sugges- 
tions are listed for each of the six goals described after the Mis- 
sion Statement in Section One of this report. 



APPENDIX A 



Reallocating 
Resources in a 
Student-Focused 
System 



The student-focused ap- 
proach to education will 
not require any less effort, 
but it will ufiilize available 
resources more effectively. 



Education costs money; Utah has relatively little, when compared 
with other states. Utah has the lowest expenditure per pupil in 
the nation and the countr/s highest ratio of students to teacher. 
Those responsible for allocating state resources, primarily the tax 
dollars, have worked diligently to do so as efficiently as possible, 
but it has all been in an effort to support the current reformed 
industrial model school. The student-focused model will not 
require any less effort, but will utilize available resources more 
effectively. 



Reallocating Existing Resources 

The shift to a student-focused system begins with a review and 
reallocation of available resources. The chart on the following 
page provides a quick overview as to how existing resources can 
be reallocated to produce a student-focused system. 

As the first column on the chart demonstrates, we have many 
more resources with which to work to support education than 
just money. If all these can be brought to bear on student needs — 
each in concert with the others — significant rather than incre- 
mental improvements in student performance can result, without 
immediate requirements for more funds. 
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Will There Be Additional Costs? 

Some will complain that the Commission should be explicit about 
just how much a student-focused system will cost, and how soon 
its productivity gains will begin to take hold. The fact is that we 
cannot know costs with certainty because they will differ from 
district to district; we need direct experience before we can deal 
with specifics. However, anecdotal evidence shows that some stu- 
dent-focused programs have proven to be more expensive (but 
more effective) than their industrial model predecessors, while 
others have generated significant savings. Monitoring costs is an 
ongoing function, and a responsibility of both the state and local 
boards, 

2d 



What Resources Are 
Available? 


How Are They Used Now? 


How Could They Be Used if the 
Focus Shifts? 


tvcier kO 1 nese 
Goals in 
Appendix B 




• State Legislature 


Strengthen the old model and 
provide the money it needs 


Redefine the statutory frame- 
work to facilitate the shift 


Goals I-VI 


A 


• Public Moneys 


Provide an equalized amount of 
money per student 


Meet the needs of each student 
as identified in the personal 
Student Educarion Plan (SEP) 


Goals 1-Vl 




* State Board of Education 


Provide general statewide control 
and supervision of the system 


Keeper of the statewide vision 
and champion of quality for all 
students 


Goals 1-VI 




• State Core Curriculum 


Used as an end in itself 


llsed to assist students to 
achieve SEP outcomes 


Goals 1, 11, III 




• Utah State Office of 
Education 


Carry out state and federal statutes, 
rules, policies., and programs 


Process helpers, resources to 
districts to implement new focus 


Goals I-Vl 




• Community 


Support the existing system 


Community involvement and 
participation to ensure student 
success 


Goals 11, IV 


A 


• Local Boards of 
Education 


Make policy for local district and 
represent the public 


Catalyst to adopt and carry out 
the vision according to local 
needs 


Goals I-Vl 


it 


* District Office Staff 


Manage to state rules 


Manage to identified outcomes 


Goals 1-Vl 




• School Building 
Administration 


Manage to district rules 


Instructional leader to focus and 
facilitate teaching toward the 
identified outcomes 


Goals I-VI 


V 


♦ Teachers 


Present approved curriculum 


Full working partners to meet 
needs as identified in the SEP; 
learning mentors to students; 
empower students to be self- 
directed learners 


Goals I-Vl 




• Parents 

• Students 


Support the teacher and the system 
Fit into the system 


Full working partner in the 
education process 

Help the system fit them and 
become working partners in 
planning for and particip)ating in 
a personalized learning process 


Goals 1, 11, IV 
Goals I, II, III 




• Business 


Source of funds, some on-the-job 
training 


Partner in mentoring, planning, 
internship training, and a 
primary source of students (with 
funding) for schools 


Goals 11 IV, 
V,and VI 




• Higher Education 


Recruit and train teachers; do 
research 


Partner lending expertise and 
resources to help implement the 
new focus, with training and 
research done at the school site 


Goals 11, VI 




• Technology 


Limited help to teachers, students, 
and administrators due to limited 
hardware and software 


Extensive use in planning, 
learning, and personalized 
learning 


Goals 1,VI 




• Physical Plant 


Only 15% of the time in a 24-hour, 
365-day year 


Longer hours and more days for 
a broader range of ages 


Goals 1, 11, IV 




* Accreditation 


Certify school practices and 
procedures against norms 


Improve the overall quality of 
the system 


Goals I-Vl 


.' > 
• > 



Page 25 



^ BEST COPY AVAILABU 



The shift in focus will 
result in a more effective 
and efficient system be- 
cause it will be driven by 
results — outputs — rather 
than resomces — inputs. 



However, we believe that meeting goals I through IV, as outlined 
in detail later in this report, need not require any additional 
money. They can be implemented and achieved by reallocating 
and refocusing existing state and local resources. This can not be 
accomplished simply by statutory requirement or policy dictate, 
however; it must be achieved by giving local districts both the op- 
portunity and the responsibility to allocate funds on the basis of 
identified needs at the classroom/school level This means re- 
moving some controls currently legislated at the state and federal 
levels. 

The reallocation also involves a teacher/management decision- 
making process that is driven by student learning and progress 
data. The right to allocate funds at the building level r^uires a 
much higher level of accoimtability at the classroom, school, and 
district levels. 

As local boards and building administrators review school activi- 
ties in the light of a student- focused approach, specific programs 
that are appropriate to the situation will suggest themselves. In 
every case, the actual spending decision can be tied to the student 
needs being met, rather than the structural requirements of an 
industrial model school. 

Goals V and VI will require some additional money. They repre- 
sent investments that will result in long-terai returns for students 
and citizens. When met, these goals will produce an increase in 
education productivity and ultimately a long-term savings to the 
state. 

The shift in focus will result in a more effective and efficient 
system because it will be driven by results— outputs — rather than 
resources — inputs. Financial rewards to those who work in the 
system will be based on the quality and quantity of their individ- 
ual and collective performance, measured against predetermined 
outcomes, rather than tenure and educational status. 



Sxunmary: 

The student-focused system requires a more efficient and caring 
approach to helping people in their individual learning pursuits 
and a more efficient use of all resources available to education. 
We believe that money will be used more effectively in a system 
that has: 

• Clearly identified educational outcomes; 

• A substantial amount of planning with students, teachers, par- 
ents, and others; 

• A ''needs driven'' approach to the use of resources; 

• School-site leadership based on actual and current data; 

• Increased accountability on the part of educators, administra- 
tors, and elected officials for the learning and learning processes 
of all students; and 
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• A reward/incentive system that compensates educators based 
on the quality and quantity of work performed. 



The important thing about costs is that they must stabilize, 
and that education ceases to be viewed by the public as a 
financial ''black hole" for which more and more money is 
constantly being sought, with no guarantees as to out- 
comes. A student-focused system is the best way to deal 
with this challenge; the industrial model school has been 
ovt'rrwhelmed by it 
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APPENDIX B 




Activities for a 

Student-Focused 

System 



An Invitation . . . 

In this appendix, the Commission has listed each of the 
six goals described after the Mission Statement in 
Section One; beneath each goal, we have placed some 
activities for local administrators and teachers to con- 
sider as they draw up their own individual strategic 
plans. 

We recognize that many school administrators, viewing 
these suggested activities, will say, "We can do better 
than that/' We applaud such responses and invite them 
to try. We want to make clear that the suggested activi- 
ties are neither prescriptive nor exhaustive. They 
appear here simply because, in every case, a significant 
portion of the members of the Commission felt they 
should be given serious consideration. 
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GOAL: Involve students as full partners in their 
• pursuit of learning, accountable for their actions. 



Activity 1: Student Education Plan (SEP)- -Each student must be 
individually involved in the development of a personal Student 
Education Plan on a yearly basis, or more often if needed. The 
Student Education Plan will provide the student with: (a) interac- 
tion with a professional educator who is skilled in diagnosing 
learning needs, suggesting programs of learning that address 
those needs, and interpersonal communications; (b) the opportu- 
nity to niake choices based on available learning opportunities 
and data about courses of study to pursue; (c) a set of ground 
niles that make the student accountable for his or her learning; 
and (d) a monitoring and assessment process to aid the student In 
evaluating progress. 

Activity 2: Home Partnership for Student Success — Implement, 
in partnership with the home, a daily planning system for every 
student that would assist the student in scheduling school and 
non-school activities and responsibilities, including required time 
for study outside of school hours. This daily planning system, 
which would include a monitoring and feedback system, would 
serve as a consistent communication link between the school and 
home, providing a vehicle for better parent awareness and im- 
proved student accountability. 

Activity 3: Students Helping Students — On a statewide basis 
during the next five years, student leaders should work with edu- 
cators to organize a "Students Helping Students'' program in 
every school, implementing such activities as peer tutoring and 
counseling, study groups, peer coaching, cross-age tutoring, 
homework hot lines, teacher assistance leagues, and teacher/ 
mentor systems — all aimed at helping every student find success 
in the learning process, academic skill development, and charac- 
ter development. 

Activity 4: Student Input — At all appropriate levels, students 
will provide input into the selection of courses and the instruc- 
tional process. This process will provide more complete informa- 
tion for those who have the responsibility for selecting and de- 
signing courses of study, instructional processes, and the places 
and environments for learning. 
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Keeping parents involved 
in the what, how, and 
where of their child's 
learning is a mark of the 
most effective schools. 

— Lawrence C 
Stedman 



TT^ GOAL: Enlarge parental and community involve- 
JLjI« ment to enhance school and student success* 

Activity 1; Planning — The parents of each student (and other 
concerned adults) must be personally involved in the develop- 
ment of the Student Education Plan, on an annual basis or more 
often if needed, This process will: (a) effectively involve the 
parents in the planning, implementation, and assessment of their 
student's progress; (b) identify how and when parents can help 
their student in the learning process; and (c) provide an agreed- 
upon learning plan for each student that will serve as a blueprint 
for a positive school experience- This will produce a complemen- 
tary support system where the school supports the home and the 
home supports the school, for the benefit of the student. 

Activity 2: Parent Assistance— On a statewide basis, specific 
programs should be designed and implemented in every school 
and community that empower parents as first teachers, tutors, 
volunteers, mentors of other children, and communicators to 
assist students and schools in the learning process. 

Activity 3: Public Input and Communication — In every school in 
the state, implement effective two-way communication avenues 
between parent and teacher, parent and school, parent and dis- 
trict, school and community. These communication avenues can 
facilitate the gathering of opinions, data, and needs; they can also 
serve in communicating results, accomplishments, progress, and 
expectations of students and schools. Avenues of communication 
can encompass both one-on-one communication as well as a 
formal partnership with the mass media. 

Activity 4: New Places of Learning — In partnership with the total 
community, a systematic effort would be mounted to identify, 
develop, or initiate appropriate places of learning that go beyond 
the school setting to include other community resources, busi- 
nesses, and organizations. These settings would be used to pro- 
vide learning experiences and real world interaction that is not 
normally available in the traditional classroom setting, 

Activity 5; Business Alliance — Form an education alliance with 
the business community of the state, similar to the Boston Com- 
pact, the California Business Round table, and /or Salt Lake City 
West High School's "Passport for Work.'' This alliance would 
provide input into the quality and kind of instruction being 
provided in public education, and would also allow businesses to 
become directly involved in providing certain types of training 
that would be unavailable in the school. An indirect benefit of the 
alliance would be increased awareness and support for tax expen- 
ditures for education, and its role in producing further economic 
development. 
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Activity 6: Data Collection — On a statewide basis (drawing upon 
national data where available), an in-depth research project 
should be conducted for the purpose of determining and quanti- 
fying the extent to which public education contributes to the 
state's economic well-being. Statistical comparisons should be 
made between the cost of extra help in the schools and prison 
expenses for those who fail to function properly in society. Once 
an informational baseline has been established, continual statisti- 
cal monitoring should |pe maintained, aimed at measuring 
changes in education's level of contribution to the economy. 



Competencies differ from 
academic requirements. 
Problem solving can he 
taught and learned in 
several courses. The chal- 
lenge is implementing 
curricula which empower 
students, 

— Marvin Cetron 



TTJ* GOAL: Establish a curriculiun and instructional 
111 • delivery system that has measxirable outcomes. 

> ^ ' 

Activity 1; Curricula with Purpose — Examine the current Utah 
State Core Currictilum to ensure that it is focused on purpose and 
outcome; make corrections where such purpose and focus do not 
exist, and identify the most efficient tools and delivery systems 
for teaching the accompHshment-based curriculum in each area. 

Activity 2: State Textbook Adoption Process — On a statewide 
basis, insure that textbook adoption focuses on accomplishment- 
based outcomes that students are to achieve, and skills they are to 
learn, Support this system with criterion-referenced tests assess- 
ing the outcomes. 

Since teachers tied to textbooks can pose the most serious single 
obstacle to an outcome-based system, the present reliance on 
textbooks should be vastly dinunished. 

Activity 3: Learning and Learning Styles — In each school, imple- 
ment an in-service program that updates educators on current 
findings about how learning takes place, how to work with the in- 
dividual learning styles of students, and which instructional 
strategies and methods to use with each learning style. 

Activity 4: Technological Support — Implement at the school site 
level hardware and software support systems that improve a 
teacher's ability to collect data on student progress and status, 
and use that information to gear a student's pace through the 
curricula, based on the student's learning style and intellectual 
development. 

Activity 5: Self-Directed Learners — As part of each Student Edu- 
cation Plan, set a goal, in partnership with the student's parents, 
to assist the student in becoming a self-directed learner — ^both 
during formed schooling and throughout the student's life. 

Activity 6: Integrated Interdisciplmary Skill/Competency — At 

the secondary school level, integrate the purposes of the curricula 
so that they naturally become interdisciplinary, enhancing the 
student's ability to relate each curriculum to other curricula. 
Thus, the student would be able to see, for example, the natural 
connections between history and art, math, science, political 
science, or other areas of intellectual inquiry. 



Page 32 



7T T; GOAL: Ensure that every school is an effective 
Jl k • learning center with a positive learning climate* 



Activity 1: Implement Effective School/Classroom Practices — In 

every school, implement a common set of effective school/ 
classroom practices, through an extensive in-service program for 
all educators (including school board members), ongoii^g techni- 
cal support, and by monitoring the program as part of the state's 
school accreditation process. 

Activity 2: Character Education— Intplement, in every school, as 
part of the accomplishment-based curriculum, a set of character 
traits and values that are parallel to and can be combined with the 
academic core. 

Activity 3: Decision-Making Data — In every school, implement 
systems supported by technology that will improve a teacher's 
ability to efficiently and continuously collect student progress 
data. With such systems in place, immediate course corrections 
could be implemented for a student so he or she could be guided 
to learn the skills and competencies necessary to accomplish the 
purposes of his or her Student Education Plan. 

Activity 4: School -Based Improvement — Implement a muJ ti- 
year, statewide, school-based improvement program that has stu- 
dent success in academic achievement as its primary goal. Since 
teachers are the persons primarily responsible for academic 
achievement of students^ they would assume the leading role in 
this activity. Teachers, through technology, would gather the 
data, design the process to make the academic decisions, and par- 
ticipate in the final decision-making processes. Teachers would 
have the responsibility to implement the decisions, market and 
communicate the decisions, and be accountable for the results. 

Activity 5: Magnet Schools — Create, on a pilot basis, magnet 
schools that will attract students from pre-kindergarten through 
adults. Such schools will provide specialized opportunities to 
enhance the learning of the students attending them. This activity 
will support changing family demographics, complement effec- 
tive use of technology, provide new roles for schools in adult 
V raining and job retraining, and will serve as a viable option to the 
impending problem of crowded Utah coUeges and universities. 

Activity 6: Cai'eer Preparation — As part of the accomplishment- 
based curriculum, establish job preparation as an important part 
of many courses. Career preparation is accomplished largely 
through the processes by which we learn — evaluation and analy- 
sis, critical thinking, problem solving, organization and reference, 
creativity, decision making, and communication skills. In order to 
create the most beneficial and cost effective job preparation 



Clearly, schools can raise 
the test scores of all chil- 
dren. That evidence con- 
tinues to mount. But, the 
public expects more from 
schools than test scores. 

— Larry Cuban 
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system, high school students would complete a job-specific 
training program after completing the accomplishment-based 
curriculum. Job-specific training would be provided in partner- 
ship with the business community. 

Activity 7: Increased Use of Schools— Because of economic ne- 
cessity and the increasing need to provide more learning options 
for Utah's changing society, implement new Community Educa- 
tion pilot projects to enable schools to be used beyond normal 
school hours. Such programs will accommodate dual career 
households, families needing quality preschool and 'late in the 
da/' care, as well as job training for adults during the hours 
before and after regular use times. All services would be paid for 
by the user, and any excess funds would remain with the school 
to be used to improve all education programs operating in the 
school. 
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V\ GOAL: Increase the sensitivity, effectiveness, 
• efficiency, and satisfaction of teachers, adminis- 
trators, and other educational professionals. 



Activity 1: Compefcencies for Teaching — Districts should use a 
set of established competencies as a criterion for employment de- 
cisions. Persons wishing to be employed as teachers in public 
education would be required to demonstrate competency in these 
areas. Existing teachers should be involved in the selection, 
training, and evaluation processes. 

Activity 2: Differentiated Staffing — Using Utah's Career Ladder 
Five Year Strategic Plan (1988-1993) as the means to move toward a 
fully integrated differentiated system of staffing, with different 
pay for different responsibilities, design a school staffing model 
for Utah's schools that (a) productively uses all types of technol- 
ogy, (b) defines and appropriately restructures management re- 
sponsibilities in relation to the increased roles of teachers, (c) 
encourages increased professionalism, including accountability 
and opportunities for mobility, job sharing, varied work sched- 
ules, providing the chance for some teachers to work in both 
public education and the business world at the same t:me. 

Activity 3: New Roles in the System — Implement pilot projects 
that focus on: (a) how work configurations can be more produc- 
tive; (b) how instructional directors can work with multiple build- 
ing staffs; (c) ways staff members trained in student assessment 
and teachers can use the SEP as the foundation for working with 
students, teachers, and parents in evaluating and prescribing in- 
structional strategies; and (d) how assessment personnel can best 
work with instructional directors and teachers to adjust student/ 
teacher ratios, reallocate instructional resources, and shift stu- 
dents to instructional experiences that will enrich their skills or 
remedy deficiencies. Such pilot projects would be driven by 
shared decision-making systems, process leadership, and reas- 
signment of existing personnel. Strong emphasis would be given 
to equipping teachers to explore the potential of each student, 
breaking hindering mind-sets and stereotypes. 

Activity 4: Salaries — Restructure salaries to support the differen- 
tiated staffing and new roles of the system. Couple the salary 
system with incentives and rewards based on both the quality and 
quantify of performance. 

Activity 5: Personnel Evaluation — Establish performance-based 
evaluation systems at all levels, keyed to the changes outlined in 
Activity 4. 

Activity 6: Teacher Shortage — Implement systems on a statewide 
basis to deal with teacher shortages and training in different 
subject £u:eas. These would be aimed at finding solutions through 



The need for employees who 
are broader-based 

intellectually^ 
entry and bottom level, has 
gone up tremendously at a 
time when the education 
system is essentially failing 
for the bottom half of our 
students. . . . It's not higher 
levels of the old-time 
religion that are required 
(reading, writing, 
arithmetic), it's nezv 
interpersonal skills, 
teamwork skills, logic 
skills, the ability to learn, 
problen: -solving skills, 
critical thinking skills. 

—Curtis E. Plott 
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Throughout history, every 
significant increase in 
human productivity has 
involved the better use of 
better tools. 

— R. Bennett 



a combination of technology, privatization, retraining, and im- 
proving current teacher training programs. 

Activity 7: Technology — Provide appropriate technology to 
support the quality and quantity of contribution that will come 
from a more productive education force. 

Activity 8: Improved Data Base — Develop systems at the school 
level that will provide teachers with the data needed to make in- 
formed decisions about student learning and needs. 

Activity 9: Training and Certification — ^Revise teacher prepara- 
tion programs to accommodate the needs of the individual school 
districts. For example, the school district would provide skill 
training and system orientation during the last year of the post- 
secondary training experience, under the direction of a master 
teacher. The Utah State Board of Education would certify teach- 
ers based on the recommendation from the master teacher, a certi- 
fication review team, and the school district. 



Activity 1: Instructional Technology — ^Provide funding, equip- 
ment, training, and software so that every school can take full 
advantage of technology that will provide better support for 
instruction, assessment, data gathering, management, and learn- 
ing that takes place away from the school proper. 

Activity 2: Electronic Instruction — ^Use electronic instruction to 
individualize learning, increase opportunity, attain greater cost 
efficiency, and improve management. 

Activity 3: Alternatives to Textbooks — Examine technological 
alternatives to textbooks, seeking to reduce the time involvement 
in the change cycle, and support curricula with media that can t>e 
updated quicldy and inexpensively. (This is an area where higher 
''up-front" costs can produce significant savings later on.) 
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